Proactive leadership and investment are the key factors that determine a company's potential to become a digital organization. Based on the analysis of relevant literature, we will introduce a four-stage model. The companies are progressing through stalling, initiating, engaging and self-reinforcement stage. The main research question is: How to assess an organization's readiness for digital transformation? The main aim of this study is to propose the digital strategy based on four critical dimensions such as digital-first mindset, digital practices, empowered talent and data access and collaboration tools. The questionnaire comprised 32 questions to assess organization's position across aforementioned dimensions. Regarding different characteristics of national culture, the construct validity of research methodology developed in one society will be investigated for a Serbian sample. The sample consisted of 30 managers in one company. The research findings revealed possible practical implementation of an adapted questionnaire used by MIT Centre for Digital Business and Capgemini Consulting. The findings add to the existing literature on digital strategies in cross-cultural organizational contexts. The research findings revealed that an analyzed company redesigned organization as well as investment significantly in technology. The practical implementation and study limitation are suggested too.
Introduction
In today's turbulent environment, innovation has become the mainstay of every organization. Innovation has become increasingly complex due to changing customer needs, extensive competitive pressure and rapid technological change (Kontic, 2008) .
Regarding the implementation of technological changes, Serbia has fallen behind the Czech Republic and Hungary, but the competitive engineers in information technology (IT) sector represent the potential to improve technological implementation. For example, Belgrade gets intelligence containers. Mechanism through solar energy compresses garbage. When the container is full, the data is sent to mobile platform in operation centre and then they are organized to empty containers.
This paper contributes to the existing literature by empirical testing of a questionnaire used by MIT Centre for Digital Business and Capgemini Consulting (Capgemini Consulting, 2015) in a public organization from Serbia. Regarding different characteristics of national culture, the implementation of research methodology developed in a society will be investigated for a Serbian sample.
Organizations have to ensure that their corporate strategies are innovative to build and sustain competitive advantage (Kontic, 2008) . The main purpose of research is to assess the organization's readiness for digital transformation and to propose innovation strategy for digital transformation. To 1. Which of digital business models can be implemented? 2. Which tool can be used to assess the organization's readiness for digital transformation? 3. Which is the successful strategy for digital organization?
Besides the introduction and conclusion, the paper is structured into three sections. The next section is devoted to theoretical background; the third one is devoted to the research methodology. The fourth section elaborates results and discussion.
Theoretical background
"Organizations have to make investment decisions much quicker and change their internal processes, with greater emphasis on decisions informed by data and analytics. Implementing digital business models is a complex endeavour, but there are a number of initiatives that can help incumbents revolutionize their own business model." (World Economic Forum, 2016, p. 12) .
Being the first on the market it is no longer a guarantee for commercial success. The main question is how to innovate with lower costs, and how to retain talents. With cost-effective innovation it is not concern about additional funds; the management has to focus on product, service, marketing and competitiveness rather than financing (Kontic, 2002) .
According to Schumpeter (1981) , three main hypotheses about relationship between innovation and economy are the following: The first step in digital transformation is developing the technological capabilities. To become profitable, an organization needs to have unused technological capabilities in order to exploit economies of scope through innovation (Kyläheiko, Jantunen, Puumalainen, Saarenketo, & Tuppura, 2011) .
It is necessary to identify and develop the most appropriate business model. The analysis of the best practice of a number of successful companies in digital transformation revealed five digital models (World Economic Forum, 2016, p. 19) : customer-centric, extra-frugal, data-powered, sky net, and open and fluid. Moreover, in the next paragraph, the main characteristics of aforementioned models will be explained.
Customer-centric model focuses on transformation of front-office processes in organizations with decentralized structure. It can be applied in various industries.
In organizations with standardized structure extra-frugal model that provides a high-quality service at a low costs fits best (World Economic Forum, 2016, p. 19) . Data-powered model uses software intelligence. The main proposition to implement this model is an agile organizational culture focused on innovation.
Sky net model is based on artificial intelligence to increase productivity and flexibility of organization. Therefore, it can be used in the companies with engineer-led organizational culture.
Open and fluid model is characterized by constant dialog with the external world. The best known companies that used this model are Facebook and PayPal.
Based on relevant case studies, authors identified a process of digital transformation in selected industries that consist of three phases: pointing to existing products and/or services, decomposing existing business model and constructing new model (Remane, Hanelt, Nickerson, & Kolbe, 2017, p. 41 Organizations usually fail to adapt new business models, besides the fact that their managers have not recognized new technological opportunities (Weill & Woerner, 2015) . Therefore, it is important to assess organizational readiness for digital transformation.
The environmental circumstances and organizational dynamic can be essential parts of framework for assessing readiness for digital transformation (Sanchez, 2017) . Organizational success depends on industry structure. The main factors are: rivalry, threat of substitutes, bargaining power of customers, bargaining power of suppliers, and threat of new entrants (Porter, 1991) . Resources and capabilities of organization can be the following: scale of operations, data talent, collaborative culture, cumulative learning, and innovation capacities (Sanchez, 2017) .
Strategy, not only technology pushes organizations into digital transformation (Lanzolla & Anderson, 2008) .
Based on existing literature analysis and multiple case studies, authors identified four key factors of digital transformation strategies: use of technology, change in value creation, structural changes, and financial aspects (Matt, Hess, & Benlian, 2015) . The first factor can be described as managers′ attitudes toward the new technology and the role of information technologies in organization. To exploit new technology usually means a change in value creation. Structural changes are mainly related to organizational structure and operations. Introducing new technology is an investment, therefore financial resources are included.
How Organizations are Progressing to Become Digital?
The journey towards becoming digital organization can be described through four key stages (Capgemini Consulting, 2015, p. 7):
1. Stalling -Characteristics of the organizations in this phase are inflexibility, and inability to deliver the results. 2. Initiating -The organizations start developing digital capabilities through investments in new knowledge and relationships. 3. Engaging -The organizations have various digital capabilities, and develop collaboration across the organization. 4. Self-Reinforcement -These organizations are very flexible, able to conduct quickly reorganization and/or self-organization.
Proactive leadership and investment are the key factors that determine a company's potential to become a digital organization. The four key factors are (Capgemini Consulting, 2015, p. 8) : digital-first mindset, digitized practices, empowered talent, data access and collaboration tools (see Figure 1) .
Figure 1 Key factors to become a digital organization
Source: Capgemini Consulting, 2015, p.8 The first step in building a digital mindset is to explain benefits of the digital transformation to key stakeholders. The next stage for leader is to be a role model to employees, then to introduce monetary as well as non-monetary rewards to encourage digital change.
As it can be seen from Figure 1 , empowered talent starts with developing digital skills. The first step is to define future skill requirements conducted by human resources and IT teams. Then they perform gap analysis between desired and current skills of the employees. The next step is to overcome the gap, followed by development of monitoring system. The necessary digital skills are analysis of meta data, use of social media, and mobile devices (Capgemini Consulting, 2015, p. 5) .
One longitudal study included 400 large companies and revealed that most observed companies have used social media to implement various changes such as customer demands, internal processes and their business models 
Research methodology
There are various tools that can be used in the assessment of the progress in digital transformation. In this study, the self-assessment tool developed by MIT Sloan Management and Capgemini Consulting (2015) has been used. The questionnaire comprises 32 questions to assess organization's stage in an aforementioned model. The questionnaire is translated into Serbian language and distributed to 30 managers in one public company. All of them filled the questionnaire due to survey insiders.
Respondents are asked to indicate their current views of internal factors in their organizations on the scale from 1 -disagree strongly to 5 -agree strongly. The original scale comprised a score between 1 and 6 for each item. However, the overall score legend has been modified. Therefore, the overall score legend is as follows: We used manual presented by the authors of the original study (Capgemini Consulting, 2017 , p. 14):
1. "Assign a score between 1 and 5 on each item 2. Calculate the score per factor by averaging the scores for items under that factor. 3. Sum the average scores calculated to arrive at the overall score for Organization 4. Compare the overall score with the overall score legend to understand organizations digital maturity 5. To identify which factor requires most improvement, undertake a relative comparison between the average scores per factor".
The research took place in March 2017 directly in Organization's facilities.
For the purpose of data analysis, descriptive statistics was computed. Data analysis was conducted using Microsoft Office Excel.
Results and discussion
The results of the study are presented in Table 1 . Based on the Self-assessment guide, the Organization is in the Engaging stage (33.67/50). The Organization has developed experience across digital-first mindset, practices, and talents. In this stage of development, Organization has used technology to standardize business operations.
The analysis of key factors showed that the average score per factor had data access and collaboration tools (i.e. 3.71), followed by talent (3.27), practices (3.25), and digital-first mindset (3.17). The potential areas to improve are:
1. Collaborative learning in the Organization (the lowest an average score per factor 2.81), and 2. Employees' technology experience (average score per factor was 2.82).
Strategic choice
According to Soule, Puram, Westerman, & Bonnet (2016) , in engaging stage, the organization transformation is underway. Therefore, the organization's experience is growing. These characteristics determine digital strategy that is focused on operational efficiency in customer data and/or to improve collaborative tools. Management of the Organization can implement data-powered operating model that is built around processes in analytics and software intelligence (World Economic Forum, 2016, p. 19) . This model has been implemented in Google. Data-powered organizations have an agile organizational culture with the main goal to innovate through empirical experimentation. The success of this model is measured by return on investment.
To get organizations digital ready three activities are essential: upgrade, lead, and engaging (see Figure 2 ). 
Conclusions
This paper contributed to the existing literature by empirical testing a self-assessment questionnaire for digital transformation in a public organization from Serbia. Regarding different characteristics of national culture, the implementation of research methodology developed in a society has been investigated for a Serbian sample. The main purpose of research was to assess the organization's readiness for digital transformation and to propose innovation strategy for digital transformation. The main question was how to innovate with lower costs and how to retain talents. In this study, we implemented a four-stage digital model: 1. Stalling, 2. Initiating, 3. Engaging, and 4. Selfreinforcement.
The key factors that determined the company's potential to become a digital organization have been proactive leadership and investment. Further, we investigated the four key factors such as digital-first mindset, digitized practices, empowered talent, data access and collaboration tools. The research instrument was self-assessment questionnaire to assess how organization is digitally mature. The research sample comprised of 30 managers in a public organization in Serbia.
The research finding revealed that the Organization is in Engaging stage. Therefore, an adequate strategic choice is digital strategy that is focused on operational efficiency in customer data and/or to improve collaborative tools. The optimal business model is data-powered model.
Limitation of this study is conducting research in one organization from transition environment. The future studies will include more organizations from various industries in Serbia, and then it will expand on other transition environments. SM
